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i I. INTRODUCTION

D 1\’1‘

b ‘-'1‘ R

R Conditions Which Prompted This Study

.1: ;

')

': "~ Faced with tremendous responsibilities, increasingly complex
b

2:: procedures, ever-rising costs, budget limitations, and demand for

L :

(i' : the bighest standards in every phase of his organization, the
-‘ health care administrator must rely heavily on the willingness of
<, . . . . .
::_-2 the people who work for him. While relationshins with

w5
“ professional staff, (physicians, registered nurses, etc.,) have
§ some concerns unicue to their nature, professional dedication
e
o will normally motivate these elite individuals. Of nmore

5%

t- irmediate concern is the motivation of nonprofessional key
::i'u emnloyees, whose jobs, though often limited in prestige, are
::,' N

% nonetheless a vital factor in the successful and economic

function of the facility. -1~
Research corroborates the beliefs of many behavioral
N scientists that money, beyond a reasonable wage, is not the most
£ important factor in motivatina employees. The health care
_g administrator is faced with tremendously high health care costs,
) of which the areatest expense is salaries. The current demand is
l:g to seek methods .to contain cost, making it unlikely that salary

2% increases will continue to be available as a predaninant

l .l )
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*55 motivating factor. In the case of Naval Medical Facilities, the
*'i}, health care administrator has no authority over wages because
'}.P civilian salaries both Civil Service and Wage Grade, are set by
f:*: law; therefore, whether the beliefs of the many behavior
?:l scientists are true in entiretv or not, the naval health care

3 administrator must concentrate on other motivational approaches.
ﬁ,’q A review of current literature reveals that this particular
°::." aroup of health care employees have not been studied directly.
:3 One may find articles concerning the motivation of professionals
:{; and of the work force, but not of the key employees in the health
‘:' care arena. This aroup of people have been studied in other

industries on a limited basis and material is available in

current literature.

.i Even during this time of economic hardship this group of
: : emplovees are capable of obtaining higher salaries from civilian
:,::" health care facilities. In an informal survey in this area it is
.: evident that these key enmployees can earn from twenty to
:“H seventy-five percent more in the civilian sector than in a
i:. military health care facility. This fact enforces the
:"‘S requirement for ~the health care administrator to understand the
‘j:f, motivation factors which influence these key civilian employees.
"": If the coomand has a key employee who leaves for any reason, it
o

CIEX)
* :b'*ifi'l‘.c'

JOLODEAEAN M i MW N0 X
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oo
:" is extremely difficult to fill the vacant position with a
A
E‘S: cqualified person due to the wage difference already discussed.
:"v This writer is aware of the feelings within the civilian
s " employee community of the federal government that certain
N
é.u positions need uparadina. In certain instances where this need
j-‘ is apparent, the position should be upgraded; however, it is not
EE: considered aooropriate to uparade a position description strictly
:0 as a means of motivation of the employee currently fillinc the
, rosition. If it becomes a practice to write the position
3
S" description to satisfy the person, the command will soon tind
!:P. itself with unrealistic vposition descriptions and an over-rated
. work force. This fact will increase the cost of federal health
care and is not considered a feasible act at this time.
%" Also, there are employees who are not satisfied with local
::: policies and application procedures concerning lateral and
. horizontal transfers or promotions. These cuncerns may be
.-‘:' addressed by the naval health care administrator. In addressing
3}; these concerns he must be extremely careful to insure that the
&: erployees are truly qualified to fill the new position. He must
.*: also consider thét complete promotion from within lends itself at
},: a lack of new ideas in the supervisory positions. Lateral and
é’: horizontal transfers or promotions are methods which may meet the
b
e
-
0
A

X"
oty 0' ‘I.'Q. L l'o“. l.g (AN l‘n I.;.l' l‘v l" l‘.,l :. Y .‘l "I;‘"" h.i", .‘l .:'o W l.h ‘ .‘. .l .‘. !:':4 'l\..l".ﬂ. ;‘, |.\;“',.'|O "g"‘."’l‘, ) .l' ‘l' 9, Q'o l‘, l"‘.‘ '



needs of the facility and motivate the civilian employees.

However, when a person reaches the level of key civilian employee
as defined in this paper, it is extremely difficult to use these
practices as motivation factors.

It is critical that today's health care administrators
understand the motivational factors for all the health care
facilities' staff. It is not enough to know these factors for
the professionals, the work force, and the technician, he must
understand what methods work best for the key people. These are
the people that are difficult to replace and they are essential
to the total operation of the facility.

This writer believed it to be most important to research this
area. In discussion with several Directors of Administrative
Services and staff members of the Naval Medical Command it was
aoparent that the lack of information was noted and that
information directcd directly at key civilian employees was

needed.

The Question

The specific question addressed by this study is "Are Naval

Health Care Administrators effectively utilizing current

TN oL Oy 0 A 7 o T T b OO T T T AT ALY AACLA Y ¥ i om0 ¢
WG X PR e . O ) o !
‘l . Pt I"-'n . A .“y 2O { ‘)' » )‘ !I.s 0 l'l.l'! n,"!,...."‘.l."f &' '.. a ."l."’!“’?“!&‘ .‘.A‘. . '0,“.- .'. .l. ‘i-“ ‘:,.'GE‘ !fl':‘l‘h":!".!‘




o
A
vy noneconamical conceonts in their efforts to mot ivate
{ nonprofessional key civilian employees to vperform at their
1
o optimal ability?" This study addresses motivational concepts and
«
]
o . . .
: A practices as perceived by the supervisor and the employee.
*,
L,

General information is developed that should have applicability

s

’iﬁ to all Naval Health Care Administrators in their effort to
A

": operate a state of the art health care facility and to motivate
ny
'€:’ and retain their key civilian employees.

3

W

- The Objectives of This Study

2

"2

l. To vpresent individual motivational, group motivational,
and general motivational methods.

2. To determine what factors the naval health care

L () 20
b J).';‘?;Z'J. R

Syt

administrator considers most important in the motivation of key

| s N

civilian emnloyees.

I
fis
T

3. To determine what factors the key civilian employees

@

Fal'}

considers most important in motivating themselves.

- }! 4.
]

4. To perform a statistical ccrrelation of the two groups of

Iy
A h s
L

auestionnaires.

‘x‘n{.?

5. To systematically evaluate the data developed in terns of:

,_‘
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a. Arriving at the apparent effectiveness of the

o

Wy

-
-,
h

[

amolication of motivational practices.

%"

b, FEvolvina general information for use by all naval

AT,

L
-

health care administrators to improve their skills as effective

AL
oA A

.
»

motivators.

bﬂ

f. To vresent this information to the Navy Medical Cormand

N

and  to all Naval Medical Facilities as appropriate for

; v
QTSI

application as recuired.

DR N

N %

The Criteria of This Study

o~ Key employees were identified as supervisors, section
NN leaders, secretaries, or technicians who have a minimum of four
years service at the medical facilty, are listed as career status
ﬁ _;? and have a statement as to their high level of motivation entered
_,-: on their current performance appraisal. The administrators must

S he Chiefs of an Administrative Service or the Director of

-

- Administrative Services. Each question used in the questionnaire

Wkl
gl o}

P o

was capable of being classified in the Maslow's Hierarchy of

P

P

® Sy

Needs and Herzberg's Hygience-Motivator Theory of Satisfiers arxi

f e

Dissatisfiers. The response was weighed by the participants.

W~

s
w.Aa A.'L‘A.

The statistical correlation of the results of the study
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of the motivation factors used by administrators and the study of
the imoortant motivational factors as stated by the key employees
had to produce a correlation of ninety percent or greater in
order to determine that the administrators are effectively
utilizino motivational methods. A return rate of seventy-five
percent of the questionnaires was required to consider the return
rate adequate for the studies' results to be applied to naval

medical facilities in general.

The Assumptions

The fact that nonprofessional employees can be motivated by
means other than money was the basic assumption of this project.
The other major assumptions were that these motivational methods
could be identified and the results measured. As there is little
in the literature directly relating motivation to this type of
hospital employee, it was assumed that motivational factors and
theories which apply to other hospital employees and other
industries are applicable at this level employee in the health

care setting.
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The Limitations

Personnel participating in this project were limited to naval

health care administrators and key civilian employees functioning

s N

at naval wmedical facilities within the continental United

States. Motivational theories studied were those endorsed by

i AL

nationally recoanized behavioral scientists. Only those rancomly

-

selected medical facilities where the Commanding Officer granted

‘@ [

-~
)
« !

permission for the study to be conducted were utilized. All

v
L Y
NN

a

periodicals had to be published after December 1978 in order to

XS
AL

he considered current and used in this study.

s
’."."

The Research Methodology

i
) L)

45U

A

A literature review was conducted by means of reviewing

appropriate index and researching all appropriate

SRR R
]

biblioaraphics. This review was the basis for ascertaining the
current motivation theory and current application of the
methodoloaies. The review included articles appearing 1in
journals and othér periodicals as well as books relating to the
subject areas.

Four Naval Regional Medical Centers were selected by random
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drawing from among Naval Regional Medical Centers and Naval
Hospitals located in the Continental United States. This sanple
size rendered a confidency interval of at least sixty-five
percent. The Directors of Administrative Services were contacted
via telephone. They were reauested to obtain permission from the
Commanding Officer for this study to take place in their facility.

Two questionnaires were developed in order to ascertain the
motivational philosophies and practices used by the
administration, (Appendix A), and the motivational viewpoints of
the nonprofessional key civilian employees, (Appendix B). The
questionnaires were designed to allow the responses to be applied
to the framework of Maslow's Hierarchy of Needs and Herzberg's
Hygience-Motivation Theory of Satisfiers and Dissatisfiers. (See
Appendix C). The dquestionnaires with self-addressed envelopes
were forwarded to the four participating facilities along with an
instruction/information sheet, (Appendix D), and an appropriate
cover letter, (Appendix E). A framework was developed in order
to present the percentage of Satisfiers and Dissatisfiers as
classified by Herzberg. (See Appendix F). Likewise, a framework
was developred in-order to present the percentage of motivators as
classified by Maslow. (See Appendix G).

The data received from the questionnaires was tabulated
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and the results were used as input data in a Linear Regression
procedure. The administrator's response was used as the
independent variable and the employee's response as the dependent
variable.

The data aqathered from all responses and statistical
procedures was analyzed and organized in a presentable manner in
order to render the conclusions of this study. The conclusion of

this study is a cumulation of information which can be used by

others as a resource.
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RN Motivation Defined

S

I\

‘ P

v

:ii,': B. Berelson and G. A. Steiner defined the term motive as an
_’5"!‘

( . . .

2:‘;. inner state that energizes, activates, moves, and directs or
)

r"'fo, channels behavior goals. The term motivation can be d2fined as
A

. w applying to the entire class of drives, desires, needs, wishes,
;’t and similar for:ces.l In other words, motivation is the effort
A0 Ay

which causes a person to perform. Motivation also influences
@

N ~ their hehavior. As people are different the methods required to
‘2 )]

;,‘ motivate them are deverse. There is no one method that will have
'.l

i

:!‘;. the desired or the same effect on everyone.

i

i

15y

o4y .. . . .

::' ; Current Individual Motivation Theories

)

™

::}:r In 1954 psychologist Abraham Maslow oresented a theory based
]

{:'l on the hierarch of needs in his book entitled Motivation and
s

St

' Personality. This work has had an overwhelming influence on
::n": other theorists of the behavioral science movement. Maslow's
ah

%r: Hierarchy of Needs has enjoyed a great visibility in the study of
. - manaaement. and motivation.2

e
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The Hierarchy of Needs are bhasic human needs and they are

presented in an ascending order of importance in this paper:

1. Physioloaical needs: (air; water; food; elimination;
sleep; sexual fulfillment; clothing; and shelter). These are the
most preponderant of all needs. An intense lack in satisfaction
of these needs will dominate the entire being. These necus must
be satisfied to the necessary deqree before other needs can bhe
used to motivate. Once these needs are fulfilled higher needs
will take their place.

2. Safety or security needs: (security; stability;
dependency; protection; freedom from fear, from anxiety and
chaos; need for structure, law, order, 1limits; and strength in
the protector). In the case of most healthy and fortunate adults
in our society these safety needs are largely satisfied. 1In
cases where an obsession with these safety needs exist without a
genuine emergency, the individual is termed neurotic.

3. Affiliation or Acceptance Needs: (love; affection;
acceptance; and belongingness). The social being needs to belong
and be accepted. As they rise to this level they want to attain
a place in thé world and have friends and family. Severe
deprivation of this need, especially at an early age, leads to

several disorders.
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0

'y 0

:::.' 4. Esteem or Fago Needs: (power; prestige; status; and
iy

f-%o self-confidence). In a fairly well-adjusted person these needs
t

‘:':‘:::. emerge when the preceding needs are fulfilled to the required
W

;.o::' degree. The majority of our society desire a stable, firmly
e,

.ol based, usually hiagh evaluation of themselves, for self-esteem or
4&%‘ self-respect, and for the esteem of others. The desires present
4 ]

:;',' at this level can he classified into two sets; (A) desire for
i

e strenath, achievement, adeauacv, mastery, competence, confidence
@

*: in the face of the world, independence, freedom; (B) desire for
3

\

) reputation or prestige, status, fame ond glory, doninance,

B

s

recognition, attention, importance, dignity, appreciation. When

the satisfaction of these needs are 1lacking the individual

PSR et
b 2
-

presents feelings of inferiority, weakness, helplessness, which

agives rise to basic discouragement or else compensatory or

‘ g

neurotic trends.

-
ia
v w &

wi’e
AL,

5. Self-Actualizing needs: (highest need in

hierarchy). When all other needs are fulfilled to the required

! @ R

-
-

deqree there will often develope a new restlessness. This

—
Y
Py
v,
-&‘1'- 3

L

restlessness is the desire to be doing what one is fitted for and

o

;'?: to achieve one's individual unique potential. To simply state
:"' this need it can be stated as "what he can be, he must be".
'
:?‘: Maslow Hheljeves the higher needs to bhe precisely as
et
i\

o

‘l O |.I
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:‘:t hiological as the need of food; thus no conflict between lower
¥
o' . . . . ,
s::: and hicher nature is created, hut rather a logical progression
E
W from lower to higher needs being freed as lower needs are
W
:.s’ fulfilled. To develo*, to be motivated, to rove forward to
j;:' hiadher levels, man needs not only to survive, but to grow. This
g.;,’ outlook is ontimistic,
N
’ - . - R -
nhy There has been much research on the hierarchy of neeus. ‘'lhis
]
research has given rise to many questions concerning the accuracy
o

e of the aspect of the needs. The theory is still extremely
_-:: important to managers. The modern manager must take a
"
R -,
” situational or contingency amproach to the application of this
{
e theory. They must consider the person and the society in which
»

they are in.

1Y
KX
;’ % Frederick Herzherg oresents the Motivator - Hygiene Theory to
‘.,:
\ the world of management. After research and a number of surveys,
5
iy Herzbhera concluded that factors concerned with a aenuine sense ot
o
X accorplishment are positive factors and classified them as
?\ motivators or satisfiers.
o
- In further research where workers were asked about
]
B dissatisfiers the results were primarily enviornmental factors.
&

(
o These factors were classified as "hyoiene". These hygiene
!
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factors apparently play little, if any, part in providing
lona-lastina job satisfactions. Herzberg concluded that hygiene
is essentially negative. The hygiene factor cannot be totally
discounted as their absence can cause dissatisfaction. It rust
be understood that hygiene does not promote satisfaction, nor
motivate in a vositive fashion, nor provide lasting bheneticial
effects. The absence of a hygiene factor may cause
dissatisfaction, however, its presence will not motivate.

Job enrichment is recommended by Herzberg. 1In the process of

enrichment the manacer must avoid job loading and horizontal

restructuring. Job enrichment must be the re-structuring of the

':A.::g job in order to increase the ability of the worker to achieve
4:5::23: aoals meaningfully related to the performance of the job.

%"3 Like the Maslow theory, this theory has received a qgreat
:.:; amount of visibility.3 It is used as a measuring stick for
f:.: other theories and studies. An example of the application of
{s these methods is the study by M. S. Myers st Texas Instruments.
:ﬁ His recearch revealed that the people who sought opportunities
‘sﬁj did fit the model as they were concerned with satisfiers and had
. i relatively littlé concern with environmental factors. The people
":' who were not opportunity seekers were greatly concerned with the
,,é environmental factors. He also found that if opportunities for
el
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¥ . . .
:::.' advancement and achievement were not given to the opportunity
e,

'._.n)' seekers they would hecome concerned with environmental factors as
t

»;.r- the non-opportunity seekers are.

‘:l 1-,{

(..

b

{4‘! Victor H. Vroom offers an expectancy approach to the
‘. - 3 . I3

N understanding of motivation. This theory may be expressed as:

el

5: :

ne

e Force = valence x expectancy

®
Y
W
+§; force is the strenth of a person's motivation, valence is the
¥,

2

*§ strenath of an individual's performance for an outcone, ana
\_« expectancy is the probability that a particular action will cause
A5

;:‘; a desired outcome.’

Y

‘.ﬂ
‘il Expectancy theories have common themes. These themes are:

(A) individuals make conscious decision to behave in certain

,.,‘~ ways: (B) individual wvalues with regard to choosing desired
g
o
'*; outcomes; (C) expectations of individuals concerning the amount
@
:" of effort required to achieve a specific outcome; and (D)
Ly
_: expectations of individuals concerning the probability of being
° rewarded for achieving a desired outcome.6 This theory
W recognizes the importance of various individual needs and
h1
{3 motivations. It assumes that senses of value vary at different
>
L&
@
.
.;::...
3‘.'
t‘..l
B
1:.'
®
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i‘; times, places, according to the individuals. This theory is very
&aﬁ difficult to research and to applvy in actual vpractice.

\

ﬁ? Another theory which 1is constructed largely frow the
5&5 exnectancy theory is the Porter and Lawler model. The rodel
_\ indicates that effort is@on the value of the rewarc
§:~ plus the oreceived energy the individual believes is recuirea arnx
: the probability of actually receiving the reward. This is an
;&) extremelv complicated model, vyet, it is wpossibly the nost
;Ea adecuate portrayal of the system of motivation.

i
Ebé David C. ™McClelland identified these types of bhasic
?\ motivating needs., People who are generally seeking positions of
ﬁk leadership have a need for power. Those who are ready to console
;? others and are concerned with social relationships have a need
: for affiliation. Individuals with an intense drive and desire

for success and fear failure have a need for achievement.

" : .
‘ The Douqlas McGreaor concept of Theory X and Theory Y was set
"' forth in 1960. This concept still plays an important part in the

stidly and oractice of management today. The concept will not he

discussed in detail due to their wide spread familiarity.

A0 TRy ol ‘ .
"‘"“!" ".'. it d, 9"‘?“ s "!."". """ 'ﬁ M" T80, :J a."! 4 e\‘l " .0 l.o l.h. l"‘t"l';'!"\.t l'l Ay Cﬁ'.l':fl’.. l' 'I' ‘l'!. '|.|"J‘_r§'".!‘q!‘!:fﬁ‘n,'".O’lf:':



WP T e T TT ey rTrwTrw ~‘-‘-‘-"-"“‘--'"-wi'-"""'?

\
|
i
|
i

-18-

Y
’:’“ Current Group Motivation Theories

KO Group dynamics have been studied by Kurt Lewis. He deals in
..':‘ relatively pure theory as Maslow. This theory stresses the idea
A that tremendous influence over the individual is exerted by the

et qroup. Personality ch/a;m of a nation change little

from qgeneration to ceneration, yet people taken from one country

A
o
PP RO

to another will adopt the characteristics of the new country.

Therefore, a change in qroup environment can affect changes in

ewdddel

individuals.

5y The principles for changina aroup culture include:  (A)
¢

‘-.;,-: change in qroup atmosphere; (B) culture change of a group is
g

: interwoven with the changes of power constellation within the
7

group; and (C) change in leadership is probably the quickest way

4‘ ).‘ K
a

_‘...:. to enact change in the cultural atmosphere of a group.

ey The leader must be able to communicate with the sub-parts of
't the agroup. The qroup must be vart of the fact-finding mission
N uocn which the new action or attitude is to he based. The group

o needs to feel that the new ideas were freely chosen by them.

.,- Edgar H. Schein terms his viewpoint the Complex Man. He

o states that man is hiaghly variable, that man learns new motives

50:.
o
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” through organizational experiences, that different areas of the
§ job may engage different motives, that the ultimate satistaction
1
: and the ultimate success of the organization depends only in part
) on the nature of the individual's motivation, and that
oy ) L
individuals can resoond to different Xinds of managerisal
;P strateqies, depending on his own motives and abilities and tne
14
'.‘ nature of the task.
'
4 Over-simplification and over-generalization should bhe avoicnd
e
. in the implication of the Complex Man theory. The organization
\- . . . . . -
‘:, does influence the motives and attitudes of the individuals,
‘& therefore, all relationships of the individual to the
: oraanization must be considered. Effectiveness hinges upon qood
communication, flexihility, creativity, and genuine psychological
I .
4 commitment.,
iy
l
4
W Chris Araqyris suagests that the customary pyrarnid
A3 ;
) organizational structure should bhe replaced with a ccntinuum, a
, whole consistina of inter-related parts in pursuit of a common
'
5 aoal, in which no one part controls or dominates the whole; in
J
pt which the wovarts and their inter-relationships change to cope
~.; with, and adopt to, new stimuli influencing the internal
::: oraanization. The structure can have varying mixes and degrees
)
k)
)
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to meet the needs of different organizations and/or situations,

and would have to be introduced into a traditional organization
hy steps.

With a true continuum there exists a democratic organization
in which the individual has the right and the power to assist in
decisions concernina the very core of organizational activities.
Fvery employee has a vote, freedom to express his opinion, and
the right of appeal. Maximum commitment of the individual to
organizaticnal goals which are integrated with personal goals in
such detail that there is no division between the two is the aim
of this theory.

The continuum and oyramid structure can co-exist in the same
organization. Job enlargement is a method to begin re-education
of the employees. Enlargement should qgive the employee more
responsibility and control over his own work. It should not

simply increase the amount of tasks.

In the 1960s, W. E. Deming, Jospeh Juran, and Kaoru Ishikawa
develoned the concept of Quality Circles. This concent received
little acceptanée in the United States, but was adopted with
enthusiasm in Japan. The concept earned a very respectful

reputation there and in the last five years some companies in
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this country have been using this concept or parts of this
concent.

In order to be successful a Quality Circle progran must
contain the following elements: (A) Total management support;
(R) “Must he a people huilding effort; (C) Voluntary effort with
no coercion to bhelona; (D) Continuous training; (E) Must have
an outlet for creativity; (F) All team members Iust
participate; (G) Job related projects; (H) Management must be
positive and stand back allowina time for the circle to work;
(I) Union must be part of the process; and (J) Middle management
must be involved in formation and operation of the Quality
Circles. The following individuals must be involved in order for
the circle to be successful: (A) Circle members; (B) Non-circle
members; (C) Circle leaders; (D) Circle coordinator or
facilitator; and, (E) Steering committee who will author the
implementation plan and identify the circle's objectives.7

Nuality Circles produce a quick, upward swing in employee
morale. This concent is a method which allows workers a areater
sense of dignity, a broader sense of participation in the
decision makina process, and a chance to further develop their

skills in a work settinq.8
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Current General Motivation Theory

The Linking Pin theory was presented by Rensis Likert. The
theory is based on the belief that an organization functions hest
when its personnel functions as members of highly effective work
grouns with high performance goals. With this theory, management
deliberately attempts to build these qroups, linking them into an
overall orqganization by means of individuals who hold overlapping
group memhership.

In order to efficiently function each group is linked to the
other group from above and below. Management must be in close
contact with the supervisor, who must be in close contact with
the employees immediately below him, and so on to the lowest
echelon. The supervisor requires the full confidence of both
management and the employees. There must be a smooth
communication flow both downward and upward. The effective group
has several characteristics: (A) unity; (B) mutually accepted
goals; (C) capable but not domineerina leadership; (D) a sense
of security and freedom for its members; and (E) a respect for

individual ego forces.

Peter F. Drucker stresses that management by objectives is a
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_ motivator. With management by objectives, the manager's

B

#:!) performance must be based upon the goals of the business. The

t

:::' manager must know the goals of the business and what is expected

IR

:?.:, of him for their achievement. The manager's job must be based on

a'.i'

i the measurable task of obtaining the objectives of the company

ﬂt} with as broad a scope of authority as possible.

D ‘.g(_‘

\‘; Fach manager is responsible for the employees under him. le

" either directs or misdirects them. He 1is responsible for
®

:: “ motivating them. In reality the manager is responsible to each

o

EE; and every employee who is in his chain of authority, therefore,
" . . .

""V it is most important that he understand the people and how to

H

y;ﬁ motivate them.

o

"N

L 0

“03 General Information Pertaining to Study

nél

i

'_:, The questionnaire packages were mailed to all participating

'.‘|

W

ot commands the last week in December 1982. The study includes all
®

.){ responses received on or before 12 March 1983. There were two

% L]

e hundred employee cuestionnaires mailed and one hundred fifty six

o] -

:"* returned. This is a seventy eight percent return rate. Of the

i\ one hundred fifty six returned forms, all were usable in the

) »

s

e study with the exception of seven. These seven forms were not
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completed according to the instructions, therefore, rendering
them unusable in the evaluation of the results.

There were forty administrator questionnaires mailed and
thirty seven returned. This is a ninety two and five tenths
percent return rate. Of the thirty seven returned forms all were
usable in the study with the exception of one. The combination
return rate was eighty and four tenths percent. A return rate of
seventy five vercent was required in order to consider the input
adequate for the results to be applied to naval medical
facilities in ageneral. A review of the return rates demonstrate
that this recuirement has been fulfilled, therefore, the results
of this study are considered to be capable of being applied to

naval medical facilities in general.

Review of Administrators Input

The weighted response received from the participating
administrators is presented in Appendix H. A review of the input
reveals the following data: (A) The majority of the response
chose factor Nurﬁber 2 (Respecting employee as a person), as the
numher one motivator; (B) Factor Number 27, (Recognizing the

emnlovee for good work), was chosen as the number two motivator;
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(C) Factor Number 22, (Relating the feelina that employee's job
is important to the organization), was chosen as the number three
mot.ivator; (D) Factors Number 10, (Chance to perform aquality
work); Number 16, (Employee's feeling of accomplishment), and
Number 29, (Coportunitv for further development anc improvenent),
were chosen as the number four motivators; and (E) Factors iumher
16, (Fmployee's feeling of accomplishment, and Number 27,
(Recognizing the employee for good work), were chosen as the
nunber five motivator.

Appendix T lists the total response for each factor as given
hy the administrators. Factor Number 2 received the most
resoonse, factor Number 16, 22, and 18 received the secona
largest response, factor Number 29 received the third laryest
response, factor Number 10 received the fourth largest response,
and factor Numher 7 received the fifth place response. It can be
seen that the factor which received the most number 1 responses
also received the most overall response.

Appendix J 1lists the administrators percentage of total
choices as classified by Maslow. These percentages were derived
by dividing thertotal responses for each factor by one hundrea

eighty which was the total usable responses. It is observed that

most administrators, in fact over half of the responses, were
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connected with the Eao factor and slightly over a quarter of the

oy
CA

?,." >

responses were connected with the Self Actualization factor.

- -

Appendix K lists the administrators percentage of total

s i -

choices as classified by Herzberg. These percentages were

"y

"

derived by dividino the total responses for each factor by one
5 hundred eighty as above. There are eighty three percent of the
resnnses in the Satisfiers area and seventeen percent of the

responses in the Hygiene Factors section. Recognition received

I

forty percent of the responses.

It may he assumed from the responses received in this study
( that the naval health care administrator believes that the
emnloyee must be resmected as a person, that one can motivate the
'y key civilian employee best through recognition and appealing to
B their Ego needs. A review of the top five choices enforces the
opinion that these administrators place a tremendous emphasis on

§ the areas of the eqo factor.

Review of Employees Input

Appendix [ presents the weighted response as received from
2 the key civilian employees who participated in this study. The

followina data is presented from the input: (A) Factor Number 1,
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'-) (Job Security), was chosen as the number onre motivator; (B)
Wy
3
o Factor Number 3, (Chance for promotion), was chosen as the number
A
i two motivator; (C) Factor Number 16, (A feeling of
!. )
) . .
3‘ accomplishment), was chosen as the number three motivator; (D)
R X
(;'n? Factor Number 17, (Pride in finished product), was chosen as the
:' number four motivator; and (E) Factor Number 27, (Being
ad
‘\:» recognized bv supervisor for good work), was chosen as the nunber
i
] five motivator.
®
-‘t,: Appendix M lists the total response for each factor as given
j: bv the employees. Factor Number 16 received the largest
f' “~
‘.
Ah response, factor Number 1 received the second largest response,
e}":c factors Number 5 and 22 received the third largest response,
A "} factor Numher 17 received the fourth largest response, and factor
Ay
W . . .
5- Number 3 received the fifth largest response. The factor which
:g',: received the largest total response was the same factor which
W
) . , .
>, received the most response for the third most inmportant
Y ,‘*-
o motivator. ‘The factor which received the most number one
[ ]
7.-{ response received the second highest total response.
‘
> ) ) .
3: ‘ Appendix J lists the emplovees percentage of total choices as
‘ classified hy Maslow. These percentages were obtained by
: : dividing the total responses for each factor by seven hundred
)
:: . forty five which was the total usable responses. Employees who
-
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X
LAY
:-z'.' were concerned with the ego factor on their responses indicate
§
L
sf% forty nine percent were connected to this factor. The percentage
\
i of the responses from the employees follow the same pattern as
‘W . -
:‘ did the resnonses frowm the administrators.

iy
2l . .
é&l‘ Appendix K lists the employees percentage of total choices as
s? 3 classified by Herzberg. These percentages were derived by the
1 :
! same procedure as used to obtain the percentages for the
A administrators with the total response equaling seven hundred
o

: forty five. The recognition factor received the highest
QLY

\8:..{ percentace with twentv four percent. There are seventy eight
~'X‘
L als
AL nercent of the response in the Satisfiers area and twenty twe
7
3
;}:;2, percent of the response in the Hygiene Factors section.
o'
;::::, A review of the employees response shows that the number one
'\.".|'

’ . . . . ey .
‘:!a_ motivator is job security, however, recognition and ego play an
o extremely important part in the motivation process. The
ey, .
'VJ imortance of job security during this study may be explained by
e
e the present economic situatinn in the country. Further studies
1’:&.‘ would he recuired to verify or deny this point. For the purpose
3

o of this study it is not required to understand the reason for the
L}

L)

‘ﬁ resnonses, it is important to cowpare and evaluate the responses
[ J
N of the employee and the administrators.
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,‘ ) Statistical Correlation

) Appendixes N, O, P, 0, R, and S, are presentations of simple
linear reqression analysis of the independent vs the dependent

) . . L
ratt variable. Items presented are correlation coefficients, plots,

ot and regression analysis. ANOVA tables are also presented in the
appendices. The results of the rearession analysis will be
A discussed as they apply to each level of motivator chosen. Lach

‘* groun of data will be reviewed usina:

'.h'- Hypotheses: Ho: No linear Relation/B ==

al Ha: Linear Relation /B # 0

for the Critical F 1, 30, .95 = 4,17, the critical t30, .975 =
\ 2.0423

l:.~ nppendix N indicates r2

equals .1185. This interprets as:
eleven and nine tenths percent of the variation can be explained
’:.,' by the linear relationship. The calculated F equals 4.0342 which
(3 requires that the null hypothesis be accepted and there appears

to he no linear relationship. Likewise the calculated t e¢quals

=Y

2.0085, therefore, the null hypothesis of Ho: B = 0 is accepted

L

and  there 1is no linear relationship. The correlation co-
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efficients ecuals .3442.

Appendix O vresents the factors chosen as the number two
motivator. The r? eouals 1374 and is interpreted as:
thirteen and seven tenths percent of the variation can bhe
exnlained by the linear relationship. The calculated F equals
4.7767, therefore, the null hypothesis is rejected and there ic &
linear relationshin. The calculated t equals 2.1856, therefore,
the null hypothesis B == 0 just be rejected and there is a linecr
relationship. The correlation coefficient eauals .3706.

Appendix P is o presentation of data obtaineé from the
factors chosen as numher three motivator. The r2 ecuals .1233
and indicates the same type of interpretation as preseited
ahove. The calculated F = 4.2192, therefore, the null hynothesis
ie rejected. The calculated t equals 2.0541, therefore, the null
hvrothesis is rejected and it is determined that there is a
linear relationship. The correlation coefficient is .3511.

Amendix O is the data from the factors chosen as number four
motivator. The r2 equals .3377 and the indications arc tihe
same as previously presented. The calculated F equals 15.2964,
therefore, the nﬁ]l woothesis is rejected and the calculater t
ecuals 3.9111, therefore, the null hypothesis is rejected and B
# 0, and there is a linear relationship. The correlation

coefficient is .5811,
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o The data factor from the number five motivator is bpresented
i)
3 in Aopendix R. The r? ecuals .3059 with the same indications
\
5 as the preceding. The calculated F eguals 13.2194 an¢ the
®
p calculated t emals 3.6358, therefore, R = 0 and there is a
¥,
;!t linear relationship. The correlation coefficient is .5531.
i
;." In Anpendix S the data from the total response to each tactor
!"
Ko is presented. The r? eouals .5291. ‘The calculated F ecuals
Y
Y 33.7093 and the calculated t equals 5.8060, therefore, B # 0 ana
q
::' there is a linear relationship. The correlation coefficient is
o L7274,
E)
)
{
e Evaluation
i'
N
In the process of evaluating all of the aata presented, each

‘-' area will he reviewed separately. The first area to he analyzed
[}
3 is the percentage of motivators as classified by Maslow. There
), is  identical alionment of need as agathered from the
q
;" administrators and the employees. The needs are Fgo, Self
'.: Nctualization, Security, Social, and Psysiolocical. 'they did not

ampear in the order that Maslow emphasized. The top two needs

accounted for eightyethree percent of the administrators choices

and seventvenine percent of the employees choices. Both kgo and
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Y . .
x?:‘ Self Actualization can he considered together as "higher necas".
(MR
0
2 . . ,
;%% Naval Health Care Administrators are following the iaslow's
t
55 Hierarchy of Needs theory to a considerable extent in their
A
k)
() . . . -
o motivational oractices. both administators and employees appecr
L
[
. . . . 3
IO to think 1in correspondence with Maslow that once a lower necd i€
A, et it 1s considered satisfied and a hicher need bhecoiies the
Y
o«
) . . .
:}5 motivator. It avpears that nhysiological needs are adecuately
| -~
W
N
fn met in Naval Medical Facilities.
i I‘ : 3 . 13 .
AR Security needs are considered third in importance ov both
N
it .. .
P administrators and emplovyees. This could be caused by the
R
ot . C . . .
ek*- current economic  condition in  the country. With  hian
:#Q unemployment and a requirement to tighten up on governrment
PO . . .
: 3 soendina, a dreater concern for security could exist.
o
Wl

The next area to be analyzed is the percentage of satisfiers

B3

s
Ak

and dissatisfiers as classified by Herzberg. It is apparent that

vs

both administrators and employees agree that satisfiers serve as

motivators. The administrators place a greater emphasis on

recognition than the employees. The employees are more corcerned

@ il
X AR Ay

with ork Itself as a motivator. Both aroups are very closc with
-

3
-
'El
-’

2

concern for Achievement and Responsibility. Job security

Ademonstrated a hiagh concern among employees.
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The distribution of the choices by both administrator and

o —"'.'ﬁ“'“

i&: emplovees tend to emphasize Theory Y assumptions. There could be
'

.: a connection bhetween this finding and the tvpe of oraanization
:Ei::' these people have chosen to work in. The organization of service
f:':- to fellow man tends to emhasize that there is something

P ]

worthwhile ahout peonle.

)

\
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:9 Arpendix T is a percentace evaluation of the administrators
] ,.S response. It is interesting to note the closeness of the top
i

Y ": three total responses. The data in this appendix tends to ada
W 4 . . .
'*' validity to the previous two discussions.

o

e

e The nercentage evaluation of the employees response is
' presented as Appendix U. The interesting fact in this data is
’?‘ that "Job Security" was the number one motivator choice by factor
Bl

‘- and "A feelina of accomplishment" received the largest percentage
W

.- of total resmonse. 1In general, this data lends validity to the
Ca .

Iy preceding analysis.

oA

Ly

' T™he irteresting points which surfaced during the review of
7,

5;: the statistical evaluation are: (A) factor chosen proved to have
L, ) . . . : ) .\

: linear relationshins with the exception of the chosen for Factor
-
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1. (R) there weres no significantly larae r“ calculation. (C)

Py

the highest correlation coefficient was .7274 or seventy three

PRN? L
./

percent. This analysis was critical 1in evaluating the

o o
- .“;Lx'

effectiveness of the application of the motivational theories and

yis . o . .
kX factors. 1In the pre-established criteria for this stuay, it wac ‘
determined that a correlation coefficient of ninety per cent must

S bn  ohbtained in order to deam that the administrators are

Vg effectively utilizing motivational methods. Another interesting

- oy
ey

observation was that two employees chose to respond positively to

- -
W

ouestion number 30. This could show a sign of motivation - -

SCole'e
2
Aty

masochism amona these key ~moloyees.
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IIT CONCLUSIONS

The return rate for this study was very high. with the rate

of ninetv two and five tenths percert it is concluded tner this

RS studv and the results may he applied to naval medical facitities
S

- .

Ny in aeneral.

L\

WA s

v The administrators and emmlovees tendnd to adree within the
\:, "aslow structure and the Herzberg structure. The administrators
Y
oy

s . . . .

7 anreared tn he less corcerned with job security as a rotivotor
A
- : .

> than the key employees. ‘The concern 1in this area hy the key
g
:}: emnlovess  could bhe  in  connection with the economic state
AN
',_.-: throuchout our nation at this time. Any reason aiven for this

by
'-r hiah innut of concern would he pure speculation ana &s thio 1o a
ol scientific bhased stuay, no further possible reasons will ‘'x
L
A Aered

o rendered,
...r

As alreadv stated, under the criteria established for thic

553

'\«3 studv, the focal question must be answered with the statement
\
: that "Naval Health Care Administrators are not eftectivel:
Y )
I\ utilizing current noneconomical concepts in their eftorts to
®

T
}f_: motivate nonprofessional key civilian employees to perform at
o7,
Lo . . A : :
I their ootimal ability.” It may be stated that a correlcticn ot
Wad
e
i seventy three porcent  is well above the fifty nercent mark  ano
'_U;
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could be considered as verv respectful. This is & true

statement, however, for the purpose of this study a ninety
Percent correlation was reouired for effectiveness.

The administrators must become aware of the difference wnich
exists between their view of what motivates these oamployees ana
what the emoloyees are lookina for in terms of need tulfillprenc.
A review of the data contained in this studv will serve as a
means of information for the administrators. This is the basic
nurvose of the study. The study does not render a new method of
motivation, it gives data which indicates how well the current
methods are bheina amnlied and identifies sorme strenoths ana
weaknesses. It is recommended that all naval health care
a‘ministrators review this information, and then review their
arnroach to motiviating their key employees. They must he aware
of the employee'’s needs and ahove all, they must remermber that
the needs identified in this study were the needs at the tire the
studv was performed. As the economic state and the unemplowvicent
situation changes, these needs may change. ‘'the administrator
must never hecome complacient with his dealing with emploveces.

It is concluded that the naval health care administrator is

not Adoina hadly at motivatina the key employee, however, he could
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he doina better and improve the efficiency of his service. At

the time of this study the administrator needs to be aware of the
key emnlovee concern for job security and to take the appropriate

action in his use of motivators when dealing with these personnel.
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i APPENDIX A

A "MOTIVATION PRACTICES"

QUESTIONNAIRE
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"MOTIVATION PRACTICES"

Please indicate the five items from the below list which you
helieve are the most imoortant of  consistently practiced

noneconomic motivational concepts within your service.
Indicate vour choice by olacing #1 for the most important,
42 for the second most inportant, #3 ...... etc.

1. Joh security

2. Respecting erplovee as a person

2, Chance for promotion

4, Employee's opportunity to solve work-related

prohlens

5. _____  Interesting work

6. ___ Allowinq employee to plan own work

7. ____ Informino employees about happenings within
oraanization

], Well desioned vhvsical workina conditions

9, __ Alecuate hreak periods
10, Charce to perform aquality work
11. _ Not havina to work extra hard
12. _ Fair leave volicy

13. A lot of freedom on the job

14, Chance to work without close supervision

15. Close supervision
16, Fmplovee's feeling of accomplishment
17. Fmployee pride in tfinished product
18, Havina an efficient supervisor
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20,

29.

30,

31.

32.

...42.—

Having a local employee paper (and/or)
bulletin board

Imployee's aetting alona with each other on the
job

Having emblovee recreational and social
activities

Relatina the feeling that employee's job is
important to the organization

Havina emplovees council

Having a written Position Description
Havina written performance standards
Givina performance ratings

Recoanizina the employee for good work

The employee being in aareement with the
oraanizations ohjectives

Opportunity for further development and
improvement

Emloyee knowing that he will be disciplined
for poor performance

Plessant co-workers

Allowina employees to participate in staff
meetinas.
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APPFNDIX B
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"FACTORS WHICH MOTIVATE ME"
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N

QUESTIONNAIRE
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"FACIORS WHICH MOTIVATE 12"

“,'.; Please indicate the five items from the below list which wvou

;:‘:.:- helieve are most important in motivating you to do your best

byt work. Indicate vour choice bv placina #1 for the most imort-

‘.:'.‘ tant, #2 for the second rmost imortant, #3 ....... etc.

L

w .

l‘%‘ 1. Job security

() .

a:,' 2. Supervisor's resnect for e as a person

4 I

)

::.::‘ 3. Chance for promotionr

L]

‘.".I

Pl 4, Reira allowad to solve proisieons

L

i. 5. Interesting work

Lo -

Yo'l * .

PO F. Reina allowed to plan own work

" . . . Ciy s .

Ll 7. Heina nfeormed about happenings within the
- oraanization

X .b\} . . .

5{-\‘ n, Well desianed physical working conditions &

i \,-'_.:\

b A, 3

w-',' o, Adeauate break periods

- I

{.' e 17, Chance to perform aquality work

et I

u...

oy ! 11. Mot having to work extra hard

’ —_—

Wen

,: 12. Fair leave policy

;.)’, 13. A lot of freedom on the job

R —_

ot

) . ..

’::o't' 14. Chance to work without close supervision
Y

s‘h

L) . . s

',;::'!' 15. Working under close supervision

,5 16. A feelina of accomplishment

1

de . C e :

gl'.' 17. Pride in finished product

s -

- 1, lMavine an efficient subervisor

. 19, Havina a local employee paper (and/or)

;' » hulletin board
5
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22,
24.
25,

26,

29,

30.

31

32.
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Gettinag alona with others on the job
Irplovee recreational and social activitioes
Feeling that job is important to orcanization
Havina emplovees council

Having a written Position Description

Having written rerformance standards

Gettina a pmerformance rating

Reina recoanirzed by supervisor for qoou work

Reing in acreement with the organization'«
ohijectives

Orpvortunity for further develorment anc
irmrovement

¥nowledaa that T will be disciplined {or moor
nerformance

tlorkino with mleasant co-workers

Being ahle to participate in staff meetinas
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N, OF CHOICHS

MOVIVALIC,

XA

PRAC TS

ADMIDISTIANOLS CORETDRR

VASTONT IMTERNIRG 1 2 3 4 5 SOST IV )
Securitv Joh Security (D) 1. Job Srcurity
Fao Recoanition (S) 2. kesuocting crploy-
ee ag a ersin
Fao Advancerent (S) 3. Chance fcr prono-
tion
Self Actuali- Ylork Itself () 4. lmployee's oppor-
zation tunity to solve
work reloated proge
lers
Self 2otuali- work Itself (5) 5. Interosting work
zation
“elf Actuoli- Achievement (S) 6. Allowing ornployen
zation to slan o work
2ale ecoanition (S) 7. Inforcing ermploy-
ee's about happen-
inas within organ-
ization
Phueislonical Work Condi- 8. well ciesiqnes phv-
tion (D) sical working con-
ditions
Physiolooical Work Condi- 9. Aleauate break
tion (D) periods
o Work itself (S) 10. Chance to pertorm
quality work
Mysioloaical Work Concli- 11. Yot having to work
tion (D) extra har:
Social Oraanization 12. Fair leave policy
nolicy
Fao Responsibil- 13. A lot of freedom
ity (S) on the job
Fro Pesponsinil- 14, Chance to work
ity (5) without close sup-
ervision
Security Supervision (D) 15. Close sunervision
Salf Actuali- Achievement (5) 16. hmployee's feelina
zation of accamplishment
10 work [tself (S) 17. bBmployee pride 1n
finished product
Security Interpersonal 1€. taving an etfic-
Relation- ient sumervisor
ship (D)
Srmial Nraanization 19. tlaving a local en-
rolicy (D) nlovee paver (and/
or} “ulletin hoara
Social Internersonal 20. Employee's aetting
Relation- alors with cach
ship (D) other on the job
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(Continued)
MOTIVATION PRACTICES
NO. OF CHOICES SMINISTRATORS QONGIDER
MASTOW HYRZRIRG 1 L 2 3 41 5 MOST IPOITANY
|
Social Interversonal '[ ‘ 21. Having employee
Relation- ! ’ recreational and
ship (D) i | social uctivities
i
“an Recoanition (8) { ] ; 22. kelating the teel-
Lo i | ing that employee's
| ! ! job is important to
L 1 l the organization
Social Tnterpersonal T | 22, Having emsloyees
Relatior- j ! council
shin (D) i | é
Security Job Security (D)fr | 24. Havina a written
Position Descript-
! ion
Security Supervision (D) ) 25. ilaving written per-
| formince stanaards
Security Supervision (D) | 20 Clving perrormance
ratindgs
o Recoanition (S) 27. Recognizinu the
(. erployee for aood
I work
k) Social Oraanization 28. The erployee nelng
))'::3 Policy (D) in adreement with
o the oraanization
-~ ecti
N ohjective
el Self Actuali- Crowth (5) 29. Opportunity tor
g zation further ceveloprent
o and linproverent
f« Security Job Security (D) 30. Lmployee knowing
. that he will he
K" disciplined for
o poor performance
,.,'. Sorinl Intermersonal 31l. Plesant co-workers
e Pelation-
‘::.: shin (D)
Lo felf Actuali- Recoanition (S) 32. Allowing employees
2 zation to participate in
° statf mertings
L]
g . . e
"Q' (D} DNissatisfier
:23 (S) Satisfier
"
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1N
oy MOTIVATION PRACTICIS
Lo | No. of Choices EMPLOYEES QUHSIDER
-‘.' MASTOW | HFRZBERG 112 13]14]5 | MOSI' IMPORTANT
-~ Securitv Jobh Security (D) 1. Job Security
- Yoo Recoanition (5) 2. Supervisor's re-
yat spect for me as a
- : person
2 Fao Advancement (S) 3. Chance for proiio-
) tion
Self Actuali- Work Itself (S) 4. Being allowea to
a zation solve problems
Sy Self Actucli- “ork Ttself (S5) 5. Interesting “Jork
o zat.ion
. Self Actuali- Achievement (%) 6. Being allowed to
zation ~ | plan own work
. Fro Recoqnition (S) i ! 7. Being informed
A ! ' | about bropenings
: ! within the organi-
A ; zation
g Phvsioloaical |  Work Condi- . 8. Well designed ptys-
° : tion (D) ical working con-
F. . L ditions
K- Physioloaical | Work Condi- 9. Adequate break
. " tion (D) : periods
5 [T Work Itself (S) | 10. Chance to perform
K. quality work
) Physiolonqgical Wwork Condi- i 11. Not having to work
D tion (D) | extra hard
.;: Social Organization | 12. Fair leave policy
N Policy (D) |
< Fao Responsibil- { 13. A lot of freedom on
b~ ity (S) ! the job
:) Prin [ Responsibil- ! 14. Chance to work
A | ity (S) with-out close sup~-
N ervision
N Security Supervision (D) 15. Working under close
e, supervision
e Self Actnali Achievement (S) 16. A feeling of accom-
° zation plishment
;{; Fao Work Ttself (S) 17. Pride in finished
_;- product
K-> Security Interpersonal. 16. Having an lticient
«.d, Relation- supervisor
o shir (D)
[ Scial Oraanization 19. Having a local em-
o Policy (D) ployee par-r (and/
[ or) hulletin board
L
N,
o~
S
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(Cont.inued)
(.-.;.'. MOTIVATION PRACTICES
iy NO. OF CHOICES EMPLOYEES (ONSIDER
:::‘ MASLOW HFERZBERG 1 2 3 4 5 MOST IMPORTANT
Nk . . .
‘ A Social Interpersonal 20. Getting along with
) Relation- others on the joh
v ship (D)
v
LR, .
N Social Internersonal 21. ¥rnloyee recre-
W Relation- ational and social
'\S shin (D) activities
( Fa1o Recognition (S) 22, Feeling that job 1s
o important to organ-
k :}( ization
-\_'t‘ Social Interpersonal 23. tlaving emvloyees
.:-{: Relation- council
- : ship (D) .
Py Security Jobh Security (D) 24, Having a written
M position descript-
E\ ion
N Securitv Sunervision (D) 25. Having written
:ﬁ: performarce stand-
ards
( Secir ity Sunervision (D) 26, Getting a perfor-
y ance rating
~, Fao Recoanition (S) 27. Being recoanizea hy
>} supervisor for good
23 work
Wy Social Oraanization 28. Being in agreement
Policy (D) with the crganiza-
. tions objectives
:-._.: Self Actuali- Growth (S) 29. Opportunity for
) zation further development
N
::,.- and improvement
oM Secvrity Job Security (D) 30. Knowledge that I
® will be disciplined
05 for poor perform-
K :} ' ance
o Soc1al Interpersonal 3L. Working with
) Relation- -
N elation pleasant co-workers
-,d , sh in" (p) - _
PY Self Actualil- Recoqgnition (S) 32. Being able to par-
e zation ticipate in staff
o meetings
%
R (N) Dissatisfier
o (S) Satisfier
®.
-
e
E) ','.-‘
. .
s
\]
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INSTRUCTION/INFORMATION

Fnclosed are ten aquestionnaires entitled “"rotivational
Practices" and fifty auestionnaires entitled "Factors Wwhicn
Motivate Me", It 1is reguested that each chief of an
administrative service he agiven one couestionnaire antitled
"Motivational Practices", and asked to fill it out andé return it
in the enclose” self-adcdressed envelove. Also, they sooulo

"N

receive five cuestionnaires entitled "Factors Which Motivate
Me', and five self-addressed envelones. They should cive one
questionnaire to each key civilian employee in their service, be
it one, two ....., or five, along with an envelope, arxi recuest
that the emlovee fill in the questionnaire and return it to re
in the onrovided self-addressed envelope as soon as »nossible. It
is also recuested that the DAS fill out one cuestionnaire
entitled "Motivational Practices", and return it.

'or the purpose of this project, a key civilian employee is
ons who is a <cunervisor, section leader, secretary, or
technician, with a minimum of four years service at the medical
facilitv, has achieved career status, and has a stetement as to

their hiah 1level of motivation entered on their current

nerformance anpraisal.
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Commanding Officer

oo I Naval Medical Facilitv
9:‘:;:

O

‘ Y
:;‘;'l
R Dear Sir:

2°.t8
v
ol I am in the residency vear of the Army-Baylor araduate program in
Zl:,' Health Administration. As a research project, I have chosen
{.ﬁﬁ "Noneconomic Practice for Nonvrofessional Key Civilian Employees
:o.," of Naval Medical Facilities", because I feel that the military can
3:,{‘. hest contain the cost of hosnitalization hy higher <mployee
r motivation. The major portion of most medical facility budgets
Ei;: are consimed hv salaries.
KCna
IO The ohijnctives of the project are: (1) Present the most current
[0 theories of motivation offered by leadina behavior scientists;
2% (2) Present the motivational efforts being utilized by naval
Pe health care administrators; (3) Present the motivational tactors
B which key employees feel are most important; and, (4) Present the

o correlation of those findinas.

0
f_._: In order for the research to he valid and useful, it must cover a
1:: numher of naval medical facilities. Therefore, 1 recuest
{ permission to have the enclosed questionnaires completexd and
O returned to me by members of vyour command. I have had
Ko ' cormunication with vour Director of Administrative Services and
;.;:.: exnlained the project to him. If you grant permission for the
;:.’u studv, pass the enclosed aquestionnaire, instruction intormation
;n::' and self-addressed envelopes to the DAS.
i If vou have any ouestions concerning the project you may contact
wh me at the Naval Reqional Medical Center, Great Lakes, Illinois,
¥ £N08S, or AIMMOVON 792-2027
o
: \:' Thank vou for vour time. Your cooveration is areatly appreciated.
L J .

K7 Sincerely,
it
iy
N ﬁf.j
N James L. Ayers

° LCDR, MSC, USN
o
WS
‘
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"TERCENTAGE OF SATISFIERS AND DISSATISFIERS
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AS CLASSTIFIFD BY HERZBERG"

FRAMEWORK
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PFRCINTAGE OF SATISFIERS AND DISSATISFIERS
As Classified by Herzberg

o

-
ol

SATISFIERS

o
3
X

MYPIVATORS ADMINISTRATORS EMPLOYLES
% of 1TMAL CHOICES % of "Uinl, CHOICES

'}ix

AT
»

Recoanition

i

SLEE

Ylork Tteelf

atwtaa

Crowth

e
>

.
X

o Advancement

® Responsihility

, j‘$-\ Achievement
N

1 DISSATISFIERS

& TYGTFNT FACTORS ADMINISTRATORS EMPLOY RS
O % of TOTAL CHOICES $ of 1OLAL CHOICES

;) Internerconal Rela-
tionshin

5&% Joh Security

e, Yierl: Conditinns

Sunarvision

o Draanizeation Policy

- e e
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.
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"PERCENTAGE OF MOTIVATORS AS CLASSIFIED 3Y MASIOW"

! FRAMIZWORK
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"
.v,':;: PERCENTAGE OF MOTIVATOR

W : As Classified by Maslow

:!:. y APMINISTRATORS 2 PLOYEERS
"D MNEFD % of TOTAL CHOICES % of 'UTAL CHOICES

Bera, Y0

( i Sl fF Artninlimation
oL Artunalimnption

3 Shcurity

* Phvsioloaical

\I
Socia?
';(‘ oci
}
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MOPIVNLIC

HESEYONND (UL

NO. OF CHOICES ADMINISTRA VML SO0 Ll
MhST TPRZBERG 1 2 3 4 5 MO POy,
Security Job Security (D) | 2 1 1 1 2 1, Job Security
Pan Recoanition (S) 2. respecting onploy-
13 3 4 1 0 C0as a Derool.
e Advancement (8) 3. Chance for fromo-
1 11110 1 tion
Calf Actuali- work Tteelf (S) 4. Imloved's onnor-
zation tunity to solve
vork rojanea prob-
0 2121111 lems
Sl f Actuali- work Ttself (S) . Interecsting wcrk
zation 1 1 0 1 1
Colf Actnali- Achievement (5) Ho sllowIng croloves
zation 1 0 0 2 0 te nlan owil work
Fan Recoanition () 7. Intormira opoloy-
ea's “hont navnoon-
ings vitnin oroan-
3 2 0 3 1 ization
Prueicloricn) viork Concli- Be Well desinsne. ary-~
tion (D) cical working con-
0 n n 0 2 agitions
Physioloaical tork Condi- 9. Adecuate breux
tion (D) ol o] aoloon periocs
'oTe) Work itself (&) 10. Chiance to eriorn
3] c{Cc| 5 2 cuality vore
Mysioloaical Work Condi- 11. Mot havira to work
tion (D) n 0 0 0 0 extra har:
“ocial Oraganization 12. Fair leave poi.cy
molicv 0 0 1 0 1
10 Responsibil- 13. A lot of freecuom
itv (S) n 310111 0 on the job
10 Remoonsibil- 14. Chance to work
itv (S) without c¢lose su.o-
0 01} 1 3 ervision
Sncurity Sunervision (D) 0 3] 1 0 0] 15. Close supervision
Self Actvali- Achievement (S) 16, Emlovre's feeling
ation 21 4131 8] 6 of accarplicitient
R ala] Work Itself (S) 17. Prployre priae 1n
1 2 0 1 n finishr«: srocuct
“oacuritv Intermersonal 18. ltaving an etfic-
Pelationr- ient supervisor
shin (D) 0] 0 3 2 1
Social Oraanization 19, Having ¢ lecal or-
volicy (1Y) nlovee Haser  (anc/
0 N ) 0 0 or) nhulletin noaru
Social Interrersonal 20. Emloyea's aettinag
Relation- along with each
ship () 1 1 1 0 2 other on the job
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(Continued)

M. OF CHOICES

MOTIVATION Pl
ACHINISTIA IO LU LD

MASTOW IMRZBEIG 1 2 3 4 5 MOSTY MPurcAne
Social Intermersonal 21. Havino employoee
Relation- recreational anc
shin (D) 0 0 10 0 0 social activities
kele} Recoanition (8) 22. Poelotipe o roel-
ing tr..t erployee'n
ioh i lreortent to
4 3 9 410 the oroisncion
“ocial Internersonal 23,0 licvine er o teprnng
Relation- courc it
ship (1Y) 0 0 N N N
Securityv Job Securitv (D) 24. davine g written
Fositiorn Lroerint-
0 0 C 0 0 ion
Cemurity Surervision (D) 25. tlavine written ooer-
0 0 1 0 0 formence standards

Cecsry by

Sunervision (1Y)

CIVITY DOrlorn.ance

0 {0 {0 |1 |0 ratings
oo Recoanition (S) 27. kecoarizing the
enployce for dooa
2 8 2 2 6 wOrk
Sncial Oraanization 28. The erployee Hein
Policy (D) in aareerent with
the orcanization
2 {0 jo0 jO |2 objective
"ol f Actnali- Gronth (S) 29, Guportunity tor
zation further ueveiovment
0 |5 {5 15 13 and inprovenent
Security Joh Security (D) 30. Liplovee knowina
that he will he
ciiscinlinec for
g [0 {0 |2 !0 poor performance
Sneial Internersonal 31. Plesant CO-WOIKers
Relaticn-
shin (D) n o 1 ]0 [0
Solf Nctuali- Pecoanition (S) 32. Allowing ervlovees
zakion to varticinate in
0 (0 |0 |0 2 staft meetings

(M) Misnatisfier
(S) Satizfier
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T TR RY

ALFINISTRATORS' TOTAL RESPCHG:

1. 7 Joh securitvy

2. 21 Roghectina emplovee as a verson

3. 4 Chance for promction

4, 8 Frnlovee's oppertunity to solve work-related
nrohlems

= 4 Interestine work

-, 3 Allowina ermlovee to nlan own work

7. % Inforrino ~aplovees about hapvenings within
oraanization

. 2 el deciares physical workinag conditions
o, 0 MNeauate hreak periods
17, 10 Chance to nerform cuality work

1. 0 Not havina to work extra hard

12, 2 Fair leave molicv

13. 4 A lot of freedom on the job

2, - Chance o work without close sumervision

15. 1 Close supervision

1h. 20 rolovee's feelina of accomplishment
17. 4 Frplovee nride in finished nroduct
[REIN A Havira an officient supervisor

1N, 0 Havinag a local emplovee paner (and/or)
~ulletin board

20, 5 Hroloveo's aettine alona with cach other on o
joh
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Eahivy

“ v L0 N
oL W
S LV

2]1. 0
22, 20
23, 0
24, 0
25, ]
2€. 1
27, 20
28. 4
29, 18
3n, 9]
3., 1
32. 2

Havina emplovee recreational and social
activities

Relatina the feelina that employee's jo& iz
important to the organization

Faving ernlovees council

flaving a written Position Description
Havina written performance standards
Givina performance ratinas

Recornizina the emblovee for aooxi worx

The employee being in agreement with tuoe
oraanizations obijectives

Ooportunity for further development ana
improvement

rnlovee knowino that he will he discinlinea
for poor verformance

Pleasant co-workers

Allowina emplovees to participate in ctatf
mectings.
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As Classified by Maslow

APMINISTRATORS FMPLOYLES
rTETD % of TOTAL CHOICES ¢ of TUIAL CIIOICES
Frig 54 49
Jelf Actualization 29 30
Serritv 9 13
Phygiolooical 1 ;
Rncial 7 H
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Gis OF SATISFIERS AND DISSATIOFIRIS
As Classified by Herzherg

SATISFIERS

ADLMINISTRATORS

$ of TOTAL CHOICES

P L OCeLs
¢ of “UIAL CHOIC.::

Recoanition 40 24
or< Itself 13 R
Crongth 10 )
Advancerent 2 t
Recoonsibility 5 5
Achieverment 13 L4

TYCTENE PACTORS

DISSATISIFIERS

ADMINISTRATORS

% of TOML CIOICES

VLPLOY RS
z of 1Onl ChivlCLs

Tnternersonal. Rela-

tionshin 7 5
Joh Securitv 4 10
“ork Condition= 1 2
Simervicion 2 0
Nraanization Policv 3 ;
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‘.::::: 2. 42  Supervisor's respect for me as a person
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¥
:‘—3' 3. 48 Chance for promotion
¥
:; 4. 21 Reing allowed to solve problems
S n
o
‘3". 5. 56  Interesting work
i
6. 20 RBeinc allowed to plan own work

; 1 7. 33 BReina informed about happenings within the
LN oroanization

\
!
;l's.‘ 8. £ Well desianed physical working conditions
_. a, 4  Adecquate break periods
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N 1n, 38 Charce to verform quality work

LN

¥h 11. 2 Not having to work extra hard
x‘ 12. 1 Fair leave policy

.\ﬁz 13. 12 A lot of freedom on the job

rart

o

:‘j:j 14, 35 Chance to work without close supervision
‘) 15. )  Working under close supervision
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(.\. -« T 22. 56 Feeling that job is important to organization

23, 2 Havina employees council

iy 24, 4 Having a written Position Description

YA 25, 0 Having written performance standards

e 26, 1 Getting a performance rating

"o 27. 44  Being recoanized by supervisor for good work

\ 28, 11 Being in agreement with the orcanizaticn's
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APPENDIX O

SIMPLE REGRESSION DATA AND ANCVA TABLE FOR FACTORS

CHOSEFN NOMBER 2

Dot Rt ot A DA L



THE CORRELATIOMN COEFFICIENTS ARE:

1 0.3706115924

0.2706115%26 1
PLOT OF THE IDEPEMNDENT AGAINST THE IMDEPENIDENT:
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REGRESSION COEFFICIENTS, IN THE ORDER OF A, F{, B2, EX, ETC
F.,A432272093 1.0232%95814
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MULTIPLE CORRELATION COEFFICIENT SRUARED Q. 1373529524

PESI1LUAL VARIATIOM IS 24.374%343%

TOTAL VARIANCE OF Y 9 .58770161

TEST OF COEFFICIENT 1 T-VALUE 15 2 727214441
TEST OF COEFFICIENT > T-VALUE IS 7,1855614292
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APPENDIX P

SIMPLE REGRESSION DATA AND ANOVA TABLE FOR FACTORS

CHOSEN NUMBER 3
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N THE CORRELATION COEFFICIENTS ARE!
gN’ 1 0.35114115%52

0.2911411552 1
( PLOT OF THE DEPENDENT AGAINST THE INDEPENDEMNT:
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MULTIPLE CORRELATION COEFFICIENT SRUARED 0.1233200110%
RESIDUAL VARIATION IS 3R,81772499

TOTAL VARIANCE OF Y 27 .3296371

TEST OF COEFFICIENT 1 T-VALUE IS 2,850728411

TELCT OF COEFFICIENT 2 T-VALUE I8 2, 054077733
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SIMPLE REGRESSION DATA AND ANOVA TABLE FOR FACIORS
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THE CORRELATION COEFFICIENTS ARE:

1 0.5811152133

D.5811152132 1
PLOT OF THE DEPEMNDENT AGAINST THE INIDEPENDENT;
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REGRESSION COEFFICIENTS_ 1IN THE ORDER OF A, E{, Ep, B%, ETC
2.692113208 1.74054646038
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MULTIPLE CORRELATION COEFFICIENT SRUARED 0.3274955R34
RESITUAL. VARIATION 1S 15.74559749

TOTAL VARIANCE OF Y 23.00705464%5

TEST OF COEFFICIENT 1 T-VALUE IS5 3 1307509594

TEST OF COEFFICIEMT I T-VALUE IS 3 9110A0164
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SIMPLE REGRESSION DATA AND ANCVA TABLE FOR FACIORS
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PFERCFNTAGE OF TOTAY, RESPONSIT FOk EACH
FACIOR, ADMINISTRATURS

Il'l. ’
:':’, 1. 4%  Job security
»
,:::'h 2. 12% Respecting emnloyee as a person
R e

) 3. 2% Chance for promotion
)
l: ' 4, 3¢ Frployee's opportunity to solve work-related
W problems
o
:::k: S. 2%  Interesting work
AN h. 2% Allowing employee to plan own work
ﬁ*"
N 7. 5% Informina emplovees about habpeninas within
. N organization
Lty . . : .
° 8. 1% Well desianed mhysical workina conditions
Ay .

-;_'_;- 9, 0% Adequate break periods
A
‘;::}' 10. 6% Chance to perform quality work

]
' 11. 0% Not having to work extra hard
"y
o 12. 1% Fair leave nolicy
0
3’5’.' 13. 2% A lot of freedom on the job
:) 14. 3% Chance to work without close supervision
-.‘E 15, * Close supervision

=
‘Zﬁ 1. 11% Fmployee's feelim of accomplishment
e

;" 17. 2% Employee pride in finished product

3

"

"y 18. 3% Havina an efficient sumervisor

AN

_.'1 19. 0% Having a local employee paper (and/or)
s bulletin hoard

@

e 20, 3% Imployee's gettina along with each other on the
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ga : 21. )% Having employee recreational and social
ﬁ activities

22. 11% Relatina the feeling that employee's job is

o important to the organization

t

b 23. 0% Having emblovees council
ij 24, Nt Having a written Position Description
Fin
! .

o 25. * Having written performance staraards
( 29, * Giving performance ratings
)@ 27. 11%  Recoanizina the employee for cood work
3
K.
zg‘ 28. 2% The emp.oyee being in agreement with the
™ oraanizations objectives

5
L/ 29. 108 Opportunity for further development and
o improvement

K

'K,v

30. 0% Irployee knowing that he will be disciplineri
for poor performance

4~

o

S

3. * Pleasant co-workers

32. 1% Allowing employees to participate in staff
- meetinas.

v * less than 1%
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7%

3%

0%

2%

PERCFENTAGF. OF TOTAIL RESPONSE FOR EACH
FACTOR, EMPLOYEES

Job security

Supervisor's respect for me as a person

Chance for promotion

Beina allowed to solve nroblems

Interesting work

Reina allowed to plan own work

Beinag informed about happenings within the
organization

Well designed physical working conditions
Adecuate break periods

Chance to perform ouality work

Not having to work extra hard

Fair leave policy

A lot of freedom on the job

Chance to work without close supervision
Working under close supervision

A feelinqg of accomplishment

Pride in finished product

Having an efficient supervisor

Having a local employee paper (and/or)
bulletin board

Getting along with others on the job

Employee recreational and social activities
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I.o‘ i 22, 8% Feeling that job is important to organization
«._j 22, *  Havinq employees council
) "-.
'»: 24, *  Having a written Position Description

\
;-—) 25. 0%  Havina written performance standards

L9

3

o 26, *  Getting a performance rating

NS

o 27. 6% Being recoanized by supervisor for good work
w 28. 1% Being in agreement with the organization's
;.. : objectives
P
KA ,

N 29, A%  Omportunity for further develowment and

K improvement

® . R

: 30. *  Knowledge that I will be disciplined for poor
\:‘: verformance

N

:z- 3. 2% Working with pleasant co-workers

N

i 32. *  Being able to participate in staff meetings
N

* * Tess than 1%
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